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Core Strategies for Scaling Up: 1-5 
Bret Eynon, Laura M. Gambino & Judit Török 
C2L campuses have developed a rich array of approaches to the Scaling Up 
process discussed in “Scaling Up:  Growing Effective ePortfolio Initiatives” and 
analyzed in “Scaling Strategies and ePortfolio as a Catalyst for Change.”  We 
have distilled these approaches into a set of 10 Core Strategies, which reflect 
effective approaches observed across the network.
This version of the “Ten Core Strategies” essay was originally conceived 
and written in June 2012 and reflects preliminary thinking about the Catalyst 
Framework.  Many of the references in this version of the Strategies were 
from the 2011-2012 Activity Reports, which campus teams submitted as part 
of their reporting requirements and are not publicly available on their campus 





































































#1. Developing an Effective Campus ePortfolio Team:  
Successful ePortfolio initiatives build effective leadership 
teams that possess diverse composition representing dif-
ferent roles in the institution and have strong connections 
to key stakeholders in the institution.
 #2. Connecting to Programs:  Successful ePortfolio initia-
tives build relationships with degree programs, engaging 
a wider community of faculty and serving as catalyst for 
other departments at the institution.
 #3. Connecting to High-Impact Practices: Successful 
ePortfolio initiatives build connections to the ten high-
impact practices that have been revealed through broad 
research to demonstrably improve student success and 
learning in higher education.   
 #4. Engaging Students: Successful ePortfolio implemen-
tations make student work visible and engage students as 
stakeholders.
#5. Advancing through Professional Development: 
Successful ePortfolio initiatives are advanced through 
thoughtful professional development activities for faculty 
and staff to explore both ePortfolio-related pedagogy and 
practice, and to build crucial buy-in for broad change.
#6. Building Strategic Connections to Outcomes As-
sessment: Successful ePortfolio implementations build 
strategic connections to assessment of student learning at 
programmatic and institutional levels.
#7. Making Use of Evidence: Successful ePortfolio initia-
tives gather, analyze, and share meaningful evidence of 
impact on student learning.
#8. Leveraging Resources:  Successful ePortfolio imple-
mentations require financial resources to support the 
leadership team, faculty professional development, and 
technology.
#9. Aligning with Institutional Planning: Successful eP-
ortfolio initiatives align with institutional planning efforts 
through a variety of key strategies, including working with 
key allies in administration, and working to include eP-
ortfolios in program-level and institutional strategic plans 
and planning processes. 
#10. Building a Culture of Learning: Successful ePortfolio 
initiatives build an ePortfolio awareness and culture at the 
department and program level, among students, faculty, 
administrators, advisors, in formal and informal ways.
The Ten Core Strategies for Effective Scaling Up of ePortfolio Initiatives 
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Catalyst for Learning: Scaling Up
Through our interaction with the twenty-four campus leadership teams that comprise the Connect to Learning 
network, it is apparent that leadership is key to the success of an ePortfolio implementation.  In the C2L 
Scaling Up stories, several campuses identified the development of an effective campus ePortfolio team as an 
important strategy that has helped scale and grow their ePortfolio initiatives.  Based on those narratives and 
our observations, we compiled the following characteristics of effective ePortfolio leadership teams.
Successful ePortfolio leadership teams tend to possess…





•	 A strong understanding of ePortfolio as an integrative social pedagogy.  Effective	 leaders	
understand	ePortfolio	as	a	pedagogy,	not	simply	a	technological	tool.		They	have	knowledge	of	reflective	
pedagogy	and	are	familiar	with	different	ways	to	integrate	ePortfolio	into	a	course	or	program.
•	 A formal process for meeting and communicating with each other.	Successful	leadership	teams	
meet	regularly,	discussing	successes,	challenges,	and	next	steps.




•	 Strong skills as communicators.		Successful	leaders	write	well,	speak	and	present	clearly	and	with	
energy,	listen	carefully,	learn	from	what	they	hear,	and	convey	that	what	was	said	is	meaningful	and	
important.
•	 Interest in engaging with the larger ePortfolio field.		Leaders	not	only	stay	current	with	the	latest	
ePortfolio	research	and	literature,	they	attend	conferences	and	engage	with	their	colleagues	through	a	
variety	of	networks.





Core Strategy #1  
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•	 Regular access to one or more administrative stakeholders at the institution.	Some	ePortfolio	









•	 Connections to technical expertise.	 ePortfolio	has	a	 technology	component;	having	access	 to	 IT	
personnel	and	other	technical	experts	at	the	institution	helps	in	a	range	of	areas	within	an	ePortfolio	
project,	from	selecting	a	platform,	to	acquiring	labs,	to	technical	training	and	troubleshooting.	
•	 Connections to Institutional Research. 	Gathering,	analyzing,	and	utilizing	evidence	is	a	core	strategy	
for	 scaling	up.	Successful	 leaders	build	and	cultivate	a	good	 relationship	with	 institutional	 research	
departments	to	elicit	their	help	and	expertise	in	that	process.
•	 A voice in the programmatic and institutional outcomes assessment work of the college.	There	
is	a	natural	fit	between	ePortfolio	and	outcomes	assessment.		Leaders	who	leverage	that	connection	
better	position	their	project	for	scaling	up	across	academic	programs.
•	 Experience in fundraising. ePortfolio	projects	need	financial	resources	to	grow.	Successful	leaders	
are	skilled	in	navigating	budgets,	working	with	internal	stakeholders	to	acquire	funds,	and	in	seeking	
external	funding	opportunities	to	support	their	work.	













own	 teaching	 and	 learning	 practices.	 Moreover,	 by	 supporting	 participation	 in	 AAEEBL,	
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An	 important	addition	 to	 the	 team	was	adding	Jason	 Iorio,	a	computer	 science	adjunct	 to	
supervise	 the	 ePortfolio	 lab.	 	He	 has	 been	able	 to	 train	 and	mentor	 the	 student	workers,	












stakeholders	on	 their	 campus,	 showing	how	ePortfolio	plays	a	connecting	 role	 to	 their	work	and	 the	 larger	
work	of	 the	 institution.	 	Successful	 leadership	 teams	 take	each	of	 these	 institutional	connections	and	move	
them	forward,	often	simultaneously,	employing	some	or	all	of	the	other	nine	core	strategies	for	scaling	up	an	
ePortfolio	project.
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Core Strategy #2  
Connecting to Departments and Programs 
An ePortfolio implementation is more likely to be successful when…
There are strong connections to degree programs, supporting student learning, programmatic 
assessment, and accreditation.
Jennifer	 Sparrow	 (SPS):	 I	 think	 it’s	 ideal	 if	 campuses	 can	 get	 entire	 programs	 to	 adopt	
ePortfolio	 so	 that	 all	 courses	 in	 the	 program	 contribute,	 all	 instructors	 in	 the	 program	
participate,	and	students	receive	a	consistent	message	from	their	instructors.	This	is	often	
not	so	easy	to	accomplish.
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strategic	 venues	 to	 bring	 it	 to	 the	 forefront	 in	 a	 non-threatening	way,	 and	 in	 a	way	 that	
everyone	[can]	embrace.[2]
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Successful	 implementation	 of	 pedagogy	 connected	 to	 technology	 is	 a	 process	 mixed	












seminars	 or	 to	 receive	 release	 time	 for	 planning	 the	 integration	 of	 ePortfolio	 into	 courses	 or	 programs.	At	
Manhattanville,	for	example,	the	C2L	campus	leaders	“solicited	submissions	for	a	small	departmental	grant.	
Three	 departments	 applied	 and	were	 accepted.	 The	 departmental	 workshops	 began	 in	 Spring	 2012…We	





each	semester	 to	provide	ePortfolio-related	professional	development	 for	 their	 full-time	and	adjunct	 faculty	
members.
Establishing	 strong	 connections	 with	 departments	 and	 degree	 programs	 helps	 campus	 ePortfolio	 leaders	
advance	 their	work	and	 the	scaling	up	of	ePortfolio	use	across	programs,	departments,	and	 the	 institution.	
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Core Strategy #3  
Connecting to High Impact Practices 
An ePortfolio implementation is more likely to be successful when….
Project leaders work with faculty, staff, and administrative leaders to build connections between 























Practices	occupy	an	ambiguous	place	 in	most	academic	structures	–	connected	 to	but	not	confined	 to	 the	
traditional	disciplinary	curricula.
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Building a Network of Connections
C2L	campus	 teams’	Scaling	Up	stories	articulate	 the	 importance	of	 the	connection	between	ePortfolio	and	
High	 Impact	 Practices.	 	 This	 connection	 can	 help	 both	 broaden	 and	 deepen	 the	 use	 of	 ePortfolio	 across	




















•	 Connecting	 ePortfolio	 into	 the	 sophomore	 Capstone	 Experience	 in	 the	 College	 of	 General	 Studies	
proved	to	be	a	successful	scaling	strategy	for	leaders	at	Boston	University.		This	connection	not	only	
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•	 ePortfolio	 has	 long	 been	 connected	 with	 the	 Freshman	 Academies	 initiative	 at	 Queensborough	
Community	College	(CUNY).		As	a	result	of	that	connection,	the	“Freshman	Academies	Protocol	has	
observed	 that	 students	 retain	 and	 graduate	 at	 higher	 rates	when	 engaging	 in	multiple	 high	 impact	
experiences.”	 	 ePortfolio	 leaders	 are	 now	 working	 with	 the	 college’s	 “high	 impact	 team	 to	 create	
integrated	experiences	 for	students”	which	 include	participation	 in	multiple	HIPs.	 	 “EPortfolio	figures	
prominently	in	these	discussions.”
•	 While	 still	 in	 the	 planning	 and	 early	
implementation	 phases,	 Pace	 University	
ePortfolio	 leaders	 are	 strategically	 using	
administrative	 support	 for	 high	 impact	
practices	 to	 help	 broaden	 ePortfolios	
presence	 across	 the	 student	 experience.	
They	report	 that,	“our	Provost	and	Deans	
are	 promoting	 high	 impact	 practices	
across	 the	 university,	 and,	 in	 scaling	 up,	
we	see	ePortfolios	playing	a	bigger	role	in	
UNV101	(first	year	experience),	Capstone	
courses,	 Learning	 Communities,	 and	
Undergraduate	 Research	 opportunities.	






practices	 integrated	 in	 their	curriculum,	 their	college	 is	deeply	committed	to	 learning	communities	 in	
the	 first	 year	 experience,	 common	 intellectual	 experiences,	 collaborative	 projects,	 and	 service	 and	
community-based	learning.		“Each	of	these	practices	relies	on	ePortfolio	as	a	source	of	connectivity,	
reflection,	 and	 collaborative	 analysis.”	 	 With	 ePortfolio	 already	 being	 implemented	 “at	 scale,”	 C2L	
leaders	 at	Guttman	work	with	 faculty,	 staff,	 and	 administrators	 to	 identify	ways	 ePortfolio	 can	 help	
deepen	student	experiences	with	these	high	impact	practices.












•	 Diversity/global learning (study abroad)
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Core Strategy #3 Notes
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Core Strategy #4 
Engaging Students 
An ePortfolio implementation is more likely to be successful when…
Project leaders engage students as stakeholders; making students a visible and active part of their 
ePortfolio project.
Students	are	key	stakeholders,	too!	And,	they	can	possess	quite	powerful	voices	for	getting	other	stakeholders	
(faculty,	 administration,	 etc.)	 on	 board.	 I’m	 quite	 confident	 that	 a	 new	 ePortfolio	 program	 that	 convinces	
students	of	 its	value	and	involves	them	in	a	substantive	way	will	have	an	easier	 job	than	one	in	which	the	
students	sit	passively	on	the	receiving	end.	[1]








ePortfolio	campus	 leaders	 in	 the	C2L	network	use	 two	common	approaches	 for	engaging	students	 in	 the	
scaling	up	process:	students	serving	as	ePortfolio	mentors	for	both	students	and	faculty;	and,	the	showcasing	
of	student	work	to	a	variety	of	stakeholders.





































































 Catalyst for Learning
ST
UDENTS









Core Strategies for Scaling Up: 1 - 5
http://www.c2l.mcnrc.org












[B]eginning	 in	 the	 Fall	 2012,	 each	 FYP	 seminar	 will	 have	 a	 Manhattanville	 Mentor	 (an	
upperclassperson)	who	has	been	trained	in	ePortfolio	attached	to	the	course.	This	student	











Whether	 their	 role	 is	 formal	 or	 informal,	 student	mentors	help	 increase	buy-in	 and	participation	 from	other	
students.	In	addition,	when	students	work	with	and	support	faculty,	they	support	advancement	of	the	project	by	
encouraging	faculty	interest	and	engagement	in	using	ePortfolio	at	the	course	and/or	program	level.
Why Student Mentors? Here’s what LaGuardia students say:




“They	understand	what	 you’re	going	 through.	All	 the	 things	 you’ll	 go	 through	 in	 college.	 .	
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our	 annual,	 college-wide	 Academic	 Festival	 this	 spring.	 This	 showcase	 was	
facilitated	by	 the	ePortfolio	 leadership	 team	and	created	a	public	 forum	for	student	
eP	accomplishments.	Many	faculty	brought	their	students	to	this	showcase,	so	many	
students	 were	 introduced	 to	 innovative	 and	 personalized	 ePortfolios	 through	 the	
power	of	the	student	voices	themselves.	[7]
Increase Faculty Interest and Engagement
In	addition	to	gaining	student	support,	C2L	ePortfolio	leaders	use	the	student	showcase	as	an	opportunity	
to	reach	out	to	and	engage	faculty	members	who	have	been	resistant	to	ePortfolio.	At	Tunxis	Community	
College,	 for	example,	a	 student	 showcase	on	 their	 campus	 last	 spring	 inspired	additional	 faculty	 to	
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LaGuardia	Community	College	ePortfolio	project	 leaders	have	been	hosting	 student	 showcases	 for	many	
years	now.	They	have	had	and	continue	to	have	success	in	using	those	venues	to	gain	administrative	support	
for	their	ePortfolio	work.	As	the	LaGuardia	team	reported	in	their	2012	Activity	Report:
On	October	 26,	 2011,	 the	College	 held	 its	 first	 ePortfolio	 Expo.	At	 this	 event,	 six	 students	 from	 different	

















campuses	are	exploring	and	engaging	students	 through	other	 venues	such	as	 student	 clubs	and	student	
government.	ePortfolio	 leaders	are	working	with	 their	 colleagues	 in	Student	Services	 to	encourage	 these,	
and	other	similar,	connections.	When	these	connections	take	place,	ePortfolio	then	serves	as	a	catalyst	for	





























































 Catalyst for Learning
ST
UDENTS









Core Strategies for Scaling Up: 1 - 5
http://www.c2l.mcnrc.org
Catalyst for Learning: Scaling Up
Core Strategy #4 Notes
[1]	C2L	Jam:	C2L	Model	Development	February	27	–	March	7,	2012	
[2]	Arcario,	P.,	Eynon,	B.,	&	Lucca,	L.	(2011).	The	power	of	peers:	New	ways	for	students	to	support	students.		In	J.	
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Core Strategy #5  
Advancing through Professional Development
An ePortfolio initiative is more likely to be successful when…
There is a strong connection to Centers for Teaching and Learning and professional development 
activities.
Successful	ePortfolio	initiatives	advance	and	grow	when	connected	with	thoughtful	professional	development	














Grow Faculty and Staff Peer Leadership (Integration)
ePortfolio	leaders	involve	faculty	and	staff	who	have	both	experience	with	and	an	understanding	of	ePortfolio	





Initially	 Beth	 Gordon	 and	 Linda	Anstendig	 led	 the	 sessions,	 but	 have	 since	 passed	 the	
leadership	onto	 two	 teaching	circle	 “alumni”	who	have	embraced	ePortf	olios	 in	 their	own	
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Meet the Needs of Programs and Departments 
We	know	that	one	strategy	ePortfolio	leaders	use	to	Scale	Up	an	ePortfolio	initiative	is	to	connect	with	program	
and	departments.		One	piece	of	that	connection	is	to	develop	professional	development	activities	that	meet	
the	specific	needs	of	 that	area.	 	 “Customizing”	professional	development	 in	 this	way	can	also	be	a	scaling	
up	strategy.	 	When	departments	and	programs	see	 that	ePortfolio	 leaders	are	willing	 to	work	with	 them	 in	
this	manner,	 they	may	be	more	willing	 to	 test	 the	waters	 and	participate	 in	 ePortfolio-related	 professional	
development.
At	 Queensborough	 Community	 College,	 faculty	 development	 has	 helped	 scale	 up	 their	 Student	 Wiki	
Interdisciplinary	 Group,	 or	 SWIG,	 program.	 	 The	 seminar,	 “Moving	Ahead	 with	 ePortfolio,	 “has	 served	 to	
connect	many	faculty	with	the	foundations	of	the	Student	Wiki	Interdisciplinary	Group,	providing	tools	which	
could	lead	to	SWIG	collaborations.”	
At	 the	 University	 of	 Delaware,	 ePortfolio	 leaders	 implemented	 a	 “program-based	 ePortfolio	 consultation	




curricular	mapping	process	 to	guide	programs	 in	 core	program	goal	 identification,	 selection	of	 core	
courses/learning	 experiences	 that	 address	 these	 learning	 goals,	 selection	 of	 appropriate	 student	
artifacts	aligned	with	program	goals,	and	determination	of	appropriate	assessment	tools.	The	curriculum	
mapping	process	involved	all	faculty	in	a	program	and	was	conducted	over	a	series	of	meetings.	
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Strengthen Connections 
From	our	work	with	C2L	campus	teams,	we	know	that	successful	ePortfolio-related	professional	development	
offerings	 engage	 interdisciplinary	 groups	 of	 faculty	 and	 staff,	 intentionally	 connecting	 integrative	 ePortfolio	
pedagogy	 with	 assessment,	 advisement,	 and/or	 technology.	 	 We	 also	 know	 that	 building	 this	 intentional	
interdisciplinary,	cross-campus	professional	development	work	can	grow	an	ePortfolio	 initiative,	serving	as	
a	space	 for	conversations	about	student	 learning	across	a	student’s	academic	experience	and	connecting	
their	 curricular	 and	 co-curricular	 learning	experiences.	 	Professional	 development	 can	help	 these	different	
constituencies	 see	 the	 potential	 of	 ePortfolio	 to	 connect	 disparate	 learning	 experiences	 into	 a	 cohesive,	
integrative	whole,	increasing	the	likelihood	that	they	will	integrate	ePortfolio	into	their	work	with	students.
In	 their	 Professional	 Development	 story,	 Manhattanville	 College	 ePortfolio	 leaders	 describe	 the	 way	 this	
strategy	has	helped	them	in	broadening	the	use	of	ePortfolio	across	their	campus:
The	 open	 and	 integrated	 nature	 of	 our	 professional	 development	 approach	 has	 been	
instrumental	in	the	Scaling	Up	process	on	our	campus.	In	all	of	our	professional	development	
programs,	we	actively	recruit	faculty	and	staff	from	across	the	disciplinary	and	programmatic	




and	 staff	 who	 perform	 vastly	 different	 functions	 across	 our	 campus	 together	 to	 build	 an	
understanding	of	ePortfolio	as	a	tool	and	way	of	thinking	that	can	serve	a	complex	web	of	
interconnected	goals	and	objectives.[4]
Showcase Faculty Work 
Many	C2L	campus	 teams	build	on	ePortfolio-related	professional	development	 to	provide	opportunities	 for	
faculty	to	showcase	their	pedagogical	innovations	to	broader	audiences	on	their	campuses.			In	addition,	we	






learned...The	primary	audience	 for	 this	site	was	 the	approximately	80	other	 instructors	 in	
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again	helping	to	raise	visibility	 for	ePortfolio	 itself.	 	Also,	when	faculty	create	and	maintain	an	ePortfolio	 for	
themselves	they	are	able	to	see	the	value	that	it	has	as	a	reflective	and	integrative	social	pedagogy	and	ways	
to	integrate	it	into	their	own	teaching	and	learning	practices.
ePortfolio	 leaders	 at	 Salt	 Lake	 Community	 College,	 who	 are	 just	 beginning	 to	 connect	 ePortfolio-related	
professional	development	which	encourages	faculty	ePortfolio	use,	report	that	they:
have	 been	 fairly	 successful	 at	 helping	 faculty	 and	 staff	 in	 several	 departments	 develop	
professional	ePortfolios.	We	have	been	encouraging	them	to	share	parts	of	those	ePortfolios	
their	students.	Again,	 this	helps	 faculty	walk	 the	 talk	with	 their	students.	For	example,	we	
conducted	professional	ePortfolio	training	for	the	math	department	earlier	this	fall.	The	faculty	
who	attended	seemed	excited	by	 the	prospect	of	 showing	 “what	 they	are	made	of”	 in	an	
ePortfolio	 space.	Several	 of	 the	 faculty	 said	 that	 they	would	 like	 to	 share	 their	work	with	
students	so	that	they	can	see	how	an	ePortfolio	extends	far	beyond	the	classroom.[6]
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Build a Culture of Evidence-Based Learning (Inquiry, Reflection, and Integration) 
Experienced	ePortfolio	and	professional	development	leaders	know	that	gathering	evidence	on	the	effectiveness	
of	 ePortfolio-related	 professional	 development	 offerings	 helps	 stakeholders	 recognize	 the	 importance	 of,	
and	need	for	these	efforts,	and	models	what	it	means	to	develop	a	culture	of	learning.		Once	the	purpose	of	
professional	development	is	recognized,	evidence	of	the	impact	of	these	activities	on	a	campus	can	also	be	






are	more	 likely	 than	students	 in	comparison	courses	 to	be	engaged	 in	 integrative	 learning	
experiences	 and	 to	 develop	 integrative	 and	 higher	 order	 ways	 of	 thinking.	 Meanwhile,	
institutional	 outcomes	 data	 (e.g.	 course	 pass	 rates,	 retention	 rates,	 high	 stakes	 exams)	






who	 intentionally	 and	 carefully	 connect	 ePortfolio	 with	 professional	 development	 opportunities	 are	 better	
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